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SUBJECT: SHERIFF’S DEPARTMENT – INMATE WELFARE FUND FINANCIAL AND 

COMPLIANCE REVIEW (May 18, 2021, Board Agenda Item 13)  
 
On May 18, 2021, your Board instructed the Auditor-Controller (A-C), in conjunction with the Chief 
Executive Office (CEO), to perform a financial and compliance audit of the Sheriff’s Department’s 
(Sheriff or Department) Inmate Welfare Fund (IWF) covering Fiscal Years (FY) 2017-18 through  
2020-21.  Specifically, your Board requested: 
 

 Motion Directive 2.a - An evaluation of the Sheriff’s usage of IWF revenues and whether the 
expenditures complied with the California Penal Code 4025. 
 

 Motion Directive 2.b - An evaluation of the Sheriff’s efficiency and effectiveness in reaching the 
IWF purpose, goals, and objectives. 

 
To address this request, we split the evaluations as follows: (1) a private auditing firm, BCA Watson 
Rice LLP (BCA), to conduct a review of the Sheriff’s usage of IWF revenues and whether the 
expenditures complied with the California Penal Code 4025 and (2) the A-C to conduct follow-up 
reviews of two recent A-C reports since the recommendations in these reports addressed the efficiency 
and effectiveness in reaching the IWF purpose, goals, and objectives.  Details of these evaluations are 
discussed below. 
 

Motion Directive 2.a - Compliance Review Conducted by BCA 
 

The A-C contracted with BCA, at the request of the Sheriff, to conduct their routine financial and 
compliance audits of the IWF on May 10, 2021.  As a result of this motion, the A-C requested that BCA 
conduct the compliance portion of the audit to cover FYs 2017-18 through 2020-21 and issue their audit 
report separately.  BCA’s audit is in progress, and they anticipate issuing their compliance audit report 
to the A-C by November 30, 2021.  We will issue the results to your Board under a separate cover in 
December 2021. 
 

Motion Directive 2.b – Follow-up of Prior A-C IWF Reports 
 

As mentioned above, the A-C’s evaluations consisted of two recently issued follow-up reports on  the 
IWF to fulfill this as part of the Board motion since it contains the recommendations related to the 
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efficiency and effectiveness in reaching the IWF purpose, goals, and objectives.  Specifically, we 
followed-up on the 12 Recommendations from these two prior reviews: 
 

 Sheriff’s Department – Inmate Welfare Fund Process Review issued on April 22, 2021  
(7 Recommendations) 
 

 Sheriff’s Department – Inmate Welfare Fund Financial Comparison Review issued on April 28, 
2021 (5 Recommendations) 

 
As summarized in Table 1 and 2, Sheriff fully implemented four recommendations, partially 
implemented three recommendations, and has not implemented five recommendations.   
 

Table 1 - Results of First Follow-up Review – INMATE WELFARE FUND PROCESS REVIEW 

PRIORITY

RANKINGS

TOTAL

RECOS

FULLY

IMPLEMENTED

PARTIALLY

IMPLEMENTED

NOT

IMPLEMENTED

PRIORITY 1 2 1 1 0

PRIORITY 2 5 2 2 1

PRIORITY 3 0 0 0 0

TOTAL 7 3 3 1

4

RECOMMENDATION IMPLEMENTATION STATUS
OUTSTANDING RECOMMENDATIONS

 
 

Table 2 - Results of First Follow-up Review – INMATE WELFARE FUND FINANCIAL  
COMPARISON REVIEW 

PRIORITY

RANKINGS

TOTAL

RECOS

FULLY

IMPLEMENTED

PARTIALLY

IMPLEMENTED

NOT

IMPLEMENTED

PRIORITY 1 1 0 0 1

PRIORITY 2 4 1 0 3

PRIORITY 3 0 0 0 0

TOTAL 5 1 0 4

4

RECOMMENDATION IMPLEMENTATION STATUS
OUTSTANDING RECOMMENDATIONS

 
 
Attachment I details our follow-ups on all 12 recommendations from both reviews, including the 
Department’s corrective actions and the Department’s justifications and/or disagreements for certain 
recommendations they have not implemented.    In accordance with our standard procedures, we will 
conduct a second follow up of the outstanding Priority 1 and Priority 2 recommendations. 
 
We thank Sheriff management and staff for their cooperation and assistance during our review.  If you 
have any questions please call me, or your staff may contact Mike Pirolo at  
mpirolo@auditor.lacounty.gov.  
 
AB:OV:PH:MP:JU:jd 
 
Attachment 
 
c: Fesia A. Davenport, Chief Executive Officer 
 Celia Zavala, Executive Officer, Board of Supervisors  
 Alex Villanueva, Sheriff  

Dardy Chen, Principal Analyst, Chief Executive Office 
Audit  Committee 
Countywide Communications
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SHERIFF’S DEPARTMENT – INMATE WELFARE FUND PROCESS REVIEW - FIRST  
FOLLOW-UP REVIEW 

 
RECOMMENDATION A-C COMMENTS 

1 Priority 1 - Sheriff’s Department (Sheriff or 
Department) management establish a process and 
control to ensure that the Department: 
 
a) Develops Key Performance Indicators (KPI) and 

other performance measures to track and 
evaluate the effectiveness of their Inmate Welfare 
Fund (IWF or Fund) programs. 

b) Periodically evaluates IWF inmate programs with 
established KPIs and other performance 
measures. 

 
Original Issue/Impact:  The Department generally 
relied on IWF program contractors to report back their 
progress and results of their programs, which 
generally included statistics when requesting 
additional funding from the Sheriff.  While KPIs are 
not required by California Penal Code (CPC) 4025, 
they are a best practice that assists management in 
determining the effectiveness of the programs.  The 
Sheriff had $19.4 million in net program expenditures 
from the IWF in Fiscal Year (FY) 2018-19. 
 

Recommendation Status: Partially Implemented 
 
We confirmed that Sheriff management is 
developing KPIs in various forms.  Specifically, the 
Sheriff is developing a Quality Control Plan that will 
define parameters for individual program contractor 
success and a Standardized Funding Report Form 
that will require each contractor to define its desired 
outcomes and value added to the inmate 
population.  We reviewed a draft Quality Control 
Plan and Standardized Funding Report showing the 
Sheriff’s proposed KPIs. 
 
The Department indicated that they are not able to 
provide an estimated full implementation date at this 
time due to staffing shortages and other high priority 
assignments.  We will review this recommendation 
again as part of our second follow-up. 

2 Priority 1 - Sheriff management establish a process 
and control to ensure that the Department: 
 
a) Performs periodic IWF assessments of the overall 

inmate program needs and other expenditures for 
the direct benefit/welfare of inmates to ensure 
that the current allocation percentages for inmate 
programs and jail maintenance is appropriate. 

b) Annually evaluates and considers adjustments to 
the IWF allocations based on the periodic Fund 
assessments and evaluations.  

 
Original Issue/Impact:  The Sheriff has historically 
and continues to allocate 51% of IWF revenue to 
inmate programs and 49% to jail maintenance.  The 
CPC requires IWF monies to be used for the benefit, 
education, and welfare of inmates confined within the 
jail and any funds not needed for the welfare of 

Recommendation Status: Implemented 
 
Sheriff management indicated that each IWF 
program is reviewed and approved by the Sheriff, 
County Counsel, and the Inmate Welfare 
Commission (IWC).   The Sheriff has implemented 
a “Funding Request Form” as part of this process.  
In addition, the IWC reviews IWF financial 
information (i.e., revenue and program and 
maintenance expenditures) and program 
performance information at each of its monthly 
meetings to ensure funding is sufficient.  We 
reviewed documentation of the approval process for 
a recently approved birth certificate program (i.e., 
provides inmates with birth certificates, which will 
assist them upon release to obtain other benefits 
like housing, financial assistance) and confirmed 
this process, and we reviewed a monthly financial 
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Priority Ranking:   Recommendations are ranked from Priority 1 to 3 based on the potential seriousness and  likelihood of negative 
impact on the Agency’s operations if corrective action is not taken. 

RECOMMENDATION A-C COMMENTS 
inmates may be used for jail maintenance 
expenditures. For FY 2018-19, the Sheriff allocated 
approximately $18 million to inmate programs and 
$17.2 million to jail maintenance, respectively. The 
lack of procedures to periodically evaluate inmate 
needs increases the potential that the 51% of IWF 
revenues allocated to inmate programs may not be 
sufficient to meet program funding needs. 

information package used at an IWC monthly 
meeting. 
 
Sheriff management also indicated that they have 
not encountered a situation where the current IWF 
allocation has prevented the Sheriff from meeting 
their inmate program needs and that this discussion 
would be held if an individual program was not 
approved due to a lack of funding. 

3 Priority 2 - Sheriff management establish a process 
to ensure that an itemized IWF expenditure report is 
submitted annually to the Board of Supervisors 
(Board). 
 
Original Issue/Impact:  The Sheriff has an outside 
Certified Public Accounting firm conduct IWF 
financial/compliance audits, which include an 
itemized summary of expenditures.  However, we 
noted the Sheriff has historically had these reviews 
performed biennially or less frequent, instead of 
annually, as required by CPC 4025 (e).  In addition, 
as of April 2020, Sheriff’s last reported itemized 
expenditures to the Board covered FY 2015-16. 
 

Recommendation Status: Partially Implemented 
 
As of FY 2018-19, the Sheriff is required to prepare 
and provide annual spending plans to the Chief 
Executive Office (CEO) as part of the annual 
budgeting process for all special revenue funds that 
includes itemized expenditures.  Sheriff 
management indicated that they are currently 
developing an expenditure report using these 
annual spending plans as the form/template since 
they already include the same itemized expenditure 
categories when reporting the budget.  However, 
we noted that this proposed IWF expenditure 
report is still not submitted to the Board.  Sheriff 
management indicated that they would work 
with the CEO to determine how to report this 
document to the Board annually. 
 
The Department indicated that they are not able to 
provide an estimated implementation date at this 
time due to staffing shortages and other high priority 
assignments.  We will review this recommendation 
again as part of our second follow-up. 
 

4 Priority 2 - Sheriff management strengthen their IWF 
expenditure reporting processes to ensure that 
Salaries and Employee Benefits (S&EB) costs are 
accrued throughout the fiscal year and reported to the 
IWC accordingly. 
 
Original Issue/Impact:  The Sheriff accrued all their 
S&EB costs at the end of each fiscal year.  While this 
does not violate CPC 4025, accounting for costs 
more frequently is a best practice that assists 
management in monitoring IWF funds. 
 

Recommendation Status: Implemented 
 
We confirmed that the Sheriff accrues S&EB costs 
in the IWF quarterly.  We reviewed and verified the 
Sheriff’s transfer of S&EB costs to the IWF for the 
third quarter of FY 2020-21. 
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RECOMMENDATION A-C COMMENTS 
5 Priority 2 - Sheriff management develop ongoing 

self-monitoring processes that include:  
 
a) Examination of process and control activities, 

such as review of an adequate number of 
transactions on a regular basis to ensure 
adherence to established procedures and internal 
controls, County rules, and best practices.  

b) Documenting the monitoring activity and retaining 
evidence so it can be subsequently validated.  

c) Elevating material exceptions to management on 
a timely basis to ensure awareness of relative 
control risk, and to ensure appropriate corrective 
actions are implemented. 

 
Original Issue/Impact:  The Sheriff did not have  
self-monitoring processes over the IWF (e.g., 
reviewing funding allocations, ensuring timely accrual 
of S&EB costs, etc.), as required by County Fiscal 
Manual (CFM) Section 1.0.2.  This weakness 
increases the risk that important departmental and 
Fund objectives are not being achieved.  In addition, 
it increases risk for not promptly identifying and 
correcting any processes/control weaknesses or 
instances of non-compliance with State, 
departmental, and County guidelines. 
 

Recommendation Status: Not Implemented 
 
The Sheriff has not developed ongoing  
self-monitoring processes.  Sheriff management 
indicated that staffing shortages and other high 
priority assignments have contributed to the delay in 
implementing this recommendation. 
 
The Department indicated that they are not able to 
provide an estimated implementation date at this 
time due to staffing shortages and other high priority 
assignments.  We will review this recommendation 
again as part of our second follow-up. 
 
 
 

6 Priority 2 - Sheriff management establish written 
standards and procedures to adequately guide 
supervisors and staff in the performance of their 
duties for all key IWF processes and controls. 
 
Original Issue/Impact:  The Sheriff did not have 
adequate written standards and procedures for some 
of their IWF processes (e.g., evaluating the allocation 
of Fund revenues, ensuring that an itemized IWF 
expenditure report is submitted annually to the Board, 
etc.), as required by CFM Section 8.3.0.  This 
weakness increases the risk that management and/or 
staff will perform tasks, such as budgeting and 
expenditure approvals incorrectly or inconsistently.  It 
may also increase the effort required to train new staff 
to perform these processes to ensure accurate 
data/information is provided to the State, the IWC, the 
Board, and Chief Executive Office. 
 

Recommendation Status: Partially Implemented 
 
We confirmed that the Sheriff is drafting written 
standards and procedures.  We reviewed a draft 
procedure over accounting of the IWF: Inmate 
Services Bureau Handbook for Accountant III.  
Sheriff management indicated that staffing 
shortages and other high priority assignments have 
contributed to the delay in fully implementing this 
recommendation. 
 
The Department indicated that they are not able to 
provide an estimated implementation date at this 
time due to staffing shortages and other high priority 
assignments.  We will review this recommendation 
again as part of our second follow-up. 
 

7 Priority 2 - Sheriff management consider extending 
the IWC’s authority to include oversight over IWF jail 
maintenance expenditures to ensure appropriate 
oversight of all Fund revenues to the extent 
possible/practical. 

Recommendation Status: Implemented 
 
Sheriff management indicated that they considered 
this recommendation and do not believe extending 
IWC authority to include oversight over IWF jail 
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RECOMMENDATION A-C COMMENTS 
 
Original Issue/Impact:  The IWC does not have any 
authority or oversight of the 49% of revenues 
allocated to jail maintenance costs.  While CPC 4025 
does not require the IWC to oversee jail maintenance 
expenditures, this process would increase the 
accountability of use of IWF funds.  In FY 2018-19, 
the Sheriff reported jail maintenance expenditures of 
$11.8 million, which are approved by the Sheriff 
facilities personnel as opposed to the IWC. 
 

maintenance is appropriate.  Currently, the IWC 
reviews all jail maintenance expenditures 
retroactively during their monthly meetings, which 
includes briefings from the Sheriff’s Facilities 
Services Bureau director.  In addition, Sheriff 
management indicated that some jail maintenance 
expenditures are emergent in nature, which would 
not be able to be approved by the IWC.  However, 
emergent expenditures are included in the IWC’s 
monthly review. 
 

 
SHERIFF’S DEPARTMENT - INMATE WELFARE FINANCIAL COMPARISON REVIEW - FIRST 

FOLLOW-UP REVIEW 
RECOMMENDATION A-C COMMENTS 

1 Priority 1 - Sheriff management establish a process 
and control to ensure that the Department develops 
and maintains a multi-year spending plan to 
implement best practices and account for the IWF 
balance. 
 
Original Issue/Impact:  The Department annually 
budgets the IWF revenue and expenditures but does 
not develop a multi-year spending plan.  While this is 
not required by CPC 4025, multi-year spending plans 
help to ensure that the Sheriff is effectively managing 
and maximizing the use of the Fund balance.  As of 
June 30, 2019, the Fund had a balance of 
approximately $15.3 million. 
 

Recommendation Status: Not Implemented 
 
The Sheriff has not established a process and 
control to ensure that the Department develops 
and maintains a multi-year spending plan.  
Sheriff management indicated that staffing 
shortages and other high priority assignments have 
contributed to the delay in implementing this 
recommendation. 
 
The Department indicated that they are not able to 
provide an estimated implementation date at this 
time due to staffing shortages and other high priority 
assignments.  We will review this recommendation 
again as part of our second follow-up. 
 

2 Priority 2 - Sheriff management strengthen their IWF 
monitoring practices by periodically benchmarking 
IWF practices with peer counties to identify, evaluate, 
and implement best practices where applicable. 
 
Original Issue/Impact:  The Sheriff does not 
periodically compare their IWF collection, allocation, 
funding usage, etc. with other local peer counties for 
best practices.  For example, we noted that while the 
Sheriff allocates 51% of IWF revenues toward inmate 
programs, the three other counties we reviewed 
appeared to spend between 65% to 85% of their 
Fund revenue on inmate programs.  While 
benchmarking is not required by CPC 4025, this is a 
best practice that assists management and the IWC 
in identifying and potentially implementing best 
practices. 
 

Recommendation Status: Not Implemented 
 
The Sheriff has not strengthened their IWF 
monitoring practices by periodically 
benchmarking IWF practices with peer counties.  
The Sheriff disagreed with this recommendation in 
their response to our original report and Sheriff 
management indicated that they continue to do so.  
However, management indicated that they would 
consider implementing this recommendation in the 
future, possibly biennially, as long as the final 
decision to use any benchmarked practices is up to 
the Sheriff’s discretion. 



Attachment I 
Page 5 of 6 
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RECOMMENDATION A-C COMMENTS 
3 Priority 2 - Sheriff management strengthen their IWF 

monitoring controls by periodically reviewing and 
evaluating the mark-up charged to inmates and their 
families under the commissary/vending machine and 
telephone contracts/amendments to ensure that 
profit margin for these good/services are fair and 
appropriate. 
 
Original Issue/Impact:  The Sheriff does not 
periodically review the methodology for mark-up 
percentages/amounts for commissary and telephone 
services, the planned usage of the funds, and the 
potential impact of mark-up changes.  While the 
Sheriff sets the prices for commissary and telephone 
services with the vendor during contract renewal, as 
required by CPC 4025, the mark-up has remained the 
same for several years and the Sheriff does not 
analyze the mark-ups or mark-up methodology 
periodically or as part of the renewal process (i.e., 
should inmates be charged market prices, “at cost” 
prices, etc.), which is a best practice to ensure the 
appropriateness of the prices charged to inmates. 
 

Recommendation Status: Not Implemented 
 
This recommendation is pending Part 1 of the 
Board’s motion on May 18, 2021.  The Board 
requested that the CEO and other relevant 
departments report on the fiscal impacts of 
making telephone calls free and commissary 
items “at cost” for inmates, among other 
information.  The Sheriff disagreed with this 
recommendation in their response to our original 
report and management indicated that they 
continue to do so since mark-ups are reviewed and 
approved as part of the contracting process and are 
appropriate.  However, if the County proceeds to 
make telephone calls free and commissary items “at 
cost,” this recommendation will no longer be 
applicable.  We will review this recommendation 
again as part of our second follow-up. 

4 Priority 2 - Sheriff management work with County 
Counsel to obtain a legal opinion on the appropriate 
allocation of the IWF for inmate program and jail 
maintenance expenditures, as defined by CPC 
Section 4025 and ensure compliance with County 
Counsel’s interpretation. 
 
Original Issue/Impact:  The CPC requires that the 
IWF be used for the primary benefit, education, and 
welfare of inmates, and that “any funds not needed 
for the welfare of inmates may be expended for the 
maintenance of County jail facilities.”  We noted that 
the Sheriff has continued their historical practice of 
allocating 51% of IWF revenues to inmate programs 
and the remaining 49% for mail maintenance costs, 
which may not be consistent and in compliance with 
the CPC.  
 

Recommendation Status: Implemented 
 
We confirmed that the Sheriff obtained County 
Counsel’s opinion on the appropriate allocation of 
the IWF.  We reviewed the confidential 
correspondence from County Counsel to the Sheriff 
indicating their opinion.  We are not able to report 
the opinion due to confidentiality, but the Sheriff has 
taken the opinion under advisement internally. 
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RECOMMENDATION A-C COMMENTS 
5 Priority 2 - Sheriff management improve their IWF 

expenditure controls to ensure that the IWF is not 
used to supplant required jail maintenance costs 
related to confining inmates to County jails, as 
defined by CPC Section 4025. 
 
Original Issue/Impact:  The Sheriff did not 
periodically review IWF expenditures to ensure that 
the Fund uses comply with the intent of the CPC.  
During our review, the Department indicated that if a 
periodic review determined that more funds were 
needed for programs, the decrease in the amount or 
percentage of IWF revenue spent on jail maintenance 
activities will require an equal increase to the Sheriff’s 
General Fund and the Department’s and County’s 
Net County Costs to achieve the same level of 
service.   
 
 

Recommendation Status: Not Implemented 
 
The Sheriff has not improved their IWF 
expenditure controls to ensure that the IWF is 
not used to supplant required jail maintenance 
costs related to confining inmates to County 
jails.  Sheriff management indicated that they 
believe they are not supplanting required jail 
maintenance costs since no prior audit has 
indicated that they have supplanted funds.  
However, since jail maintenance expenditures are 
not reviewed by County Counsel similar to program 
expenditures, and since the IWC and outside 
auditors only review these expenditures after-the-
fact, the Sheriff should still improve their IWF 
expenditure controls to ensure that the IWF is not 
used to supplant required jail maintenance cost 
going forward. 
 
The Department indicated that they are not able to 
provide an estimated implementation date at this 
time due to staffing shortages and other high priority 
assignments.  We will review this recommendation 
again as part of our second follow-up. 
 

 

We conducted our review in conformance with the International Standards for the Professional Practice of Internal 
Auditing.  For more information on our auditing process, including recommendation priority rankings, the follow-up 
process, and management’s responsibility for internal controls, visit auditor.lacounty.gov/audit-process-information. 
 


